








IMPACT:

Implementing the “plan B” methodology has
several positive impacts on projects:

1.

Resilience and sustainability:

The ability to manage problems increases
the project’s resilience. Even when faced with
unexpected conditions, the project remains
sustainable.

Stress management and motivation: Having
a plan B reduces pressure on the team and
helps maintain motivation. When problems
arise, rather than panicking ("“What do we

do now?”"), you can immediately switch to
alternative solutions. This boosts the team’s
confidence and problem-solving capacity.

Innovative solutions: Interestingly, plan B
solutions sometimes turn out to be more
innovative and effective than the original plan.
The creativity sparked by necessity can bring
unexpected value to the project.
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4.

6.

Stakeholder confidence: The ability to quickly
and effectively resolve issues enhances

the confidence of project stakeholders.
Institutions like the EU evaluate not just the
problems encountered but also how teams
respond to and manage those problems.

Learning and institutional memory: Every
time a plan B is put into practice, it becomes
a valuable learning opportunity for future
projects. Documenting these experiences
builds institutional memory that can be
applied to similar projects later on.

Achievement of core project goals: Most
importantly, the plan B methodology enables
the project to continue striving toward

its main objectives, despite all obstacles.
Methods and tools may change, but it is still
possible to stay focused on the ultimate goal.
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PRACTICE 12:
Put everything
IN Writing

Preventing lost information and
communication gaps as the foundation of

successful project management




European Union projects are inherently
complex, multi-stakeholder, and often long-
term initiatives. One of the most common
issues faced in such projects is that critical
information remains confined to individuals’
minds rather than being captured in a shared
institutional memory.

As was the case at Acibadem University, many
institutions start without a unified system for
documenting and archiving project activities.
This lack of formal documentation can lead to a
range of serious problems:

= Loss or distortion of verbal information:
Information passed along verbally is
inevitably prone to being lost or altered
over time. Decisions made during meetings,
details in email threads that go missing,
or telephone agreements not recorded
in writing can all become murky - and
sometimes forgotten - shortly after they

APPLIED MIETHOD:
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occur. Team members begin disputing one
another with statements like, “I never said
that,” or “That’s not how we decided it.”

Restricted information sharing and
accessibility: \When crucial information
remains with just one team member, it
becomes inaccessible if that person is
on leave, falls ill, or leaves the project. As
aresult, progress becomes dependent
on a single individual’s presence - an
unsustainable and risky arrangement.

Compromised project integrity and
consistency: \Without a formally
documented plan and ongoing records,
project goals can easily slip off track.
Different teams or individuals might develop
divergent interpretations of the same
project. Over time, these inconsistencies
can evolve into parallel work streams that
threaten the project’s overall integrity.

To overcome these challenges, Acibadem
University adopted an approach centred on
systematic documentation of every project
phase and detail, combined with the use of
cloud-based technology. Several key steps were
involved:

1. Establishing a cloud-based collaboration
platform: The first step was selecting
a platform that all team members
could access, edit, and contribute to.
Platforms like Google Drive or Microsoft
Teams are ideal for sharing documents
and enabling real-time collaboration.
Acibadem University chose Microsoft
Teams in alignment with their existing IT
infrastructure and institutional needs.

Creating documentation standards: \With
the platform in place, the next step was
establishing standards for documentation,
including:

- Keeping detailed notes of every meeting

- Recording and sharing all decisions in
writing with relevant stakeholders

- Maintaining an accessible, up-to-date
master project plan

- Logging summaries of all email exchanges,
significant phone calls, and other
communications

- Clearly specifying tasks, responsible
parties, and deadlines
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3. Defining roles and responsibilities: The

documentation process was assigned
to specific roles within the team. It
was explicitly determined who would
take meeting notes, who would update
documents, and who would coordinate
information sharing.

Regular updates and review routines:

The project team created routines to keep
documentation current. In weekly meetings,
team members reviewed the status of

each document and made any necessary
updates.

Access control and security: Appropriate
access controls and security measures
were established to protect sensitive
information. This included determining
who could view, edit, or only read each
document.
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IMPACT:

The effect of Acibadem University’s “write
everything down” practice in EU projects was
far more comprehensive and positive than

initially expected. Key benefits included:

1. Strengthened institutional memory: Less time wasted: Instead of spending time
Perhaps the most evident impact was the hunting for or reconstructing information,
creation and enhancement of institutional team members could access what they
memory. Now, instead of being lost when staff needed quickly and easily, improving overall
left or forgot details, important decisions and productivity.
mformqhon were preserved " d.ocuments A stronger collaboration culture: \Norking
accessible to all. This meant projects could

, together on shared documents fostered a
continue seamlessly even through personnel e , .
sense of unity and teamwork. People felt more
changes. . o G
connected, seeing each other’s contributions

2. Improved communication quality: \Nritten and building on them.

Cmemunlf:ot|on led t.O clearer, morle precise Loyalty to project goals: Having a written.
statements. Many misunderstandings and . . ,
S , readily accessible master plan helped ensure

ambiguities common in verbal exchanges . . G

, the project stayed aligned with its original
were dramatically reduced. Team members L .

, o objectives and scope. Deviations were

began expressing their ideas more carefully . . .

, identified and corrected more quickly.
and systematically.

. , Reduced stress and conflict: \ith fewer
3. Greater accountability: Documenting tasks, . .
o _ misunderstandings and clearer role
responsibilities, and deadlines boosted s . .
N definitions, stress levels and internal conflicts
accountability. Because everyone could L
_ significantly decreased. The team worked

see exactly who was responsible for what, .

_ _ together more cohesively toward common
team members took their assignments more goals
seriously and completed them on time. '

) . , Faster onboarding for new team members:
4. More productive meetings: Sharing agendas

and relevant documents beforehand

helped participants come better prepared

to meetings. This focus reduced repetitive
discussions and allowed meetings to run more
efficiently.

Thanks to extensive project documentation,
new members could rapidly get up to speed
and start contributing almost immediately.
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(IN LIEU OF A)
CONCLUSION:
\WHAT DID

\WE LEARN ON
GOVERNANCE?




While the previous chapters focused on
specific practices across various fields, one
cross-cutting theme emerged time and again:
the importance of governance. Behind every
well-managed meeting, adaptive decision, or
institutional breakthrough was a structure
that enabled coordination, accountability, and
trust. To close this guide, we reflect on how our
governance model helped turn those practices
into a coherent, resilient, and mission-driven
project.

The GEMSTONE Project has been a valuable
case study in evolving effective governance
structures within a Horizon Europe Twinning
scheme. Through collaborative planning,
continuous evaluation, and adaptive
management, we have gained several insights
that can inform future research capacity-
building projects, especially in Widening
countries.

First and foremost, clear and transparent
governance is essential from the outset.
Establishing defined roles, responsibilities,
and decision-making processes among

the three partners - Acibadem University,
Lund University, and ICONS - ensured that
expectations were aligned and that workflows
remained efficient even when navigating
institutional and cultural differences.

Second, the introduction of participatory and
inclusive governance practices helped foster
ownership and trust among all stakeholders.

Regular meetings, shared planning documents,

and the co-creation of activities allowed

each partner to contribute their expertise
meaningfully. This was especially critical

in building a sense of shared purpose and
accountability, and in encouraging knowledge
exchange across disciplines and institutions.
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Third, governance in research collaborations
must remain adaptive. As the project evolved,
new challenges and opportunities emerged

- such as the need for more tailored capacity-
building activities, unanticipated administrative
hurdles, or an unforeseen technical equipment
malfunction. The governance structure needed
to be flexible enough to accommodate these
changes without compromising the project’s
integrity or goals.

Fourth, integrating research management

and support services into the governance
structure helped bridge the gap between
scientific ambition and institutional readiness.
Strengthening Acibadem University’s internal
coordination and support mechanisms not only
benefited the project’'s implementation but also
laid the groundwork for longer-term institutional
resilience in managing future international
projects.

Finally, we learned that effective governance
is not only about control and oversight, but also
about enabling collaboration, learning, and
institutional transformation. By embedding
governance within a broader strategy for
sustainability and impact, GEMSTONE has
shown how coordinated research partnerships
can catalyse meaningful change beyond the
lifespan of a single project.
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Project identity and visibility: Building recognition,
value, and legacy

The GEMSTONE Project made deliberate efforts to cultivate a strong, coherent brand
identity that resonated both within Acibadem University and across the broader
neuroscience community. The visual identity was consistently applied in all dissemination
materials, ensuring recognition and professionalism. Moreover, branding was
approached as more than just logos and colour schemes - it was about shaping the
project’s identity, reputation, and long-term value.

Internally, the project intentionally positioned itself not as a stand-alone initiative, but
as a flagship driver of institutional growth and excellence in neuroscience. GEMSTONE’s
visibility was elevated through university-wide engagement activities, consistent internal
communication, and alignment with the University’s strategic goals and its vision for
internationalization. These efforts made the project more accessible and increased the
sense of belonging among both scientific and administrative personnel.

Externally, GEMSTONE cultivated visibility and trust by establishing a credible presence
in the European research landscape and actively engaging with the neuroscience
ecosystem through its participation in global conferences, strategic use of social

media, and consistent visibility in public materials. Partnerships with leading European
institutions and presentations at national and international events helped the project
become a recognized player in neurodevelopmental disease research.

Importantly, the brand value of GEMSTONE extended to what it represented: a credible,
inclusive, and high-impact model for research excellence emerging from a Widening
country. lts commitment to capacity building, responsible science, and collaborative
innovation became part of its brand narrative.

By treating brand building as a strategic function - not an afterthought - GEMSTONE
amplified its influence, strengthened stakeholder buy-in, and laid the foundations for
future collaborations and spin-off initiatives. This effort was not just aesthetic - it served
as a strategic tool for credibility, outreach, and sustainability.
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Recommendations for
Horizon Europe newcomers

For institutions and consortia engaging in
Horizon Europe projects for the first time -
particularly those in Widening countries - the
following recommendations can help shape an
effective and sustainable governance structure:

1. Start with a governance plan: Design a 5. Embed research support structures:
governance structure early in the proposal Strengthen internal capacities in project
phase. Define roles (e.g., board members, management, legal/financial support,
work package leaders, administrative and grant administration. Link these units
contact points), communication flows, and directly to governance bodies to streamline
decision-making processes. implementation and reporting.

2. Build a core coordination team: Establish a 6. Document and communicate clearly: Keep
dedicated team that includes both scientific all decisions, responsibilities, and meeting
and administrative representatives. outcomes well-documented. Use simple,
Ensure this team meets regularly and is transparent communication channels that
empowered to take day-to-day decisions make coordination across partners smooth
while escalating strategic issues to a and consistent.

Steering Board. 7. Plan for long-term impact: Governance is

3. Prioritize inclusiveness and trust-building: not just a tool for project delivery - it's a
Create mechanisms that ensure all mechanism for institutional learning and
partners, regardless of size or capacity, transformation. Design your governance
have a voice. Shared planning tools, open with sustainability, capacity building, and
agendas, and collaborative decision-making post-project impact in mind.

build long-term trust.

4. Be adaptive and iterative: Design
governance mechanisms that can evolve.
Periodically assess what is working and
what isn’'t, and don’t hesitate to adjust
procedures to respond to emerging needs
or partner feedback.
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